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Thesis: Provide a witten description of the Marine Corps
requirements process.

Background: Mddern, reliable equipnment is essential to all
Marines to maximze their warfighting capability. Acquisition of
new warfighting systens is always a challenge, and if this
acquisition battle is lost, the future warfighting capability
of the Corps could be degraded. It is inperative that Marines
becone familiar with the processes of acquiring new systens and
become nasters of this new type of "warfare".
Despite all the extensive directives each Service addresses
their approach to the requirenents process differently. The
foundation of the Marine Corps acquisition systemis the Concept
Based Requirenent system (CBR). A key element of this systemis
the requirenents process. This process is supported by the
identification of deficiencies which are generated from numerous
sources both within and outside the Corps.
The process is driven by the inputs and interrelationship
between the Marine Air and G ound Task Force (MAGIF) Master Plan
(MW) , the Marine Corps Long Range Plan (MCLRP), the CINC s
Pr epar edness Assessnents Reports (CSPARs), M ssion Area Analysis
(MAA) studies, Fleet Operational Need Statenents (FONS) , and
| essons | ear ned.
There are two nmj or nmethods used to work deficiencies
through the requirenents process. First is the Renedial Action Program (RAP)
and second is the Fleet Operational Need Statement (FONS). For clarity, while
the RAP and FONS processes are different nethods of identifying deficiencies,
once they both reach the proponent, the actions fromthat point on are the
same. The proponent plays an inportant role in staffing a requirenent
through the acquisition process.

Recommendation: By creating a greater awareness and under st andi ng
of the Marine Corps requirements process , Marines are provided
anot her means to further inprove the conmbat capability of the
Mari ne Corps. The requirenents process require nonths of tedious
staff work, but the end result is a Marine Corps which will be
better able to confront the treats of the future.
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PROPONENT & REQUI REMENTS PRI MER

Desert Shield and Desert Storm decisively displayed the
war fi ghting capability of the United States against a foe who was
threatening vital interests of this country. The United States
Mari ne Corps played a major part in this war, and the Corps
superb performance was a credit to Marines and their warfighting
nmet hods and materi al . Despite the success of the @ulf War the
Corps continues the process of self exanm nation, critica
analysis, and assimlating of |essons |earned. These efforts are
focused on the goal of preparing the Corps to fight and win
future conflicts. Wi | e there are numerous dimensions to this

process, the focus of this paper is to exam ne the requirenents

process within the Cor ps. In The El ephant's Chi I d, Rudyard
Kipling wote, "the mpbst inportant questions are who, what, when
where, and why," and this paper will be an attenpt to answer the
5 Ws.

Modern, reliable equi prent i s, essential to all Marines to
maxi m ze their war fi ghting capability. Acqui si tion of new

war fi ghting systens always a challenge, and if this
acquisition "battle" is lost, the future warfighting capability
of the Corps could be degraded. It is inperative that Marines

becone famliar with the processes of acquiring new systens and

becone nasters of this new type of "warfare". Marines are already
known as t enaci ous war fi ghters, who are goal and m ssi on-
ori ent ed. The key in peacetinme is to ensure those adnirable

war fi ghting characteristics are as abundantly applied to staff

processes.



STARTI NG AT THE BEG NNI NG

I n order to discuss the Marine Corps requi renents process
there nust be a common understandi ng of what requirenents
pl anni ng neans to the Defense comunity. Col Al exander P. Shine
notes a problem of semantics in the Departnment of Defense (DOD)
term nol ogy: "Requirements can nean anything from sonething we
are quite confident we really have to have in order to achieve
battlefield success to sonething we sure would Iike to have if no
one woul d fuss too nmuch about it.”1 According to denn A Kent,
the only legitimate use of the word is to "say that we have a
requirenent to increase our capability to achieve sone
operational objective.” 2 Further he notes "the requirenents
process centers on actions by the Chairman of the Joint Chiefs of
Staff in conferring on, evaluating, advising on, and recomrendi ng

operational requirenents.” 3 There are baseline docunents to

1 Col Al exander P. Shine, “Theater Airlift 2010,” Air Power
Journal, Wnter 1988, pg 9

2 denn A Kent. “A Franework for Defense Planning,” Rand
Report R-3721-AF/ OSD, January 1989 (draft) pg 48.

3 Ibid., pg 49

support the acquisition process and they are DOD directive (DODD)
5000.1. Major and Non- Maj or Defense Acquisition Programs, and DOD
Instruction (DODI) 5000. 2. Def ense Acquisition Program
Procedures. Despite all the extensive directives each service
addresses their approach to the requirenents process differently.

There is not a commonly understood definition of the term



| NTRCDUCTI ON TO THE MARI NE CORPS REQUI REMENTS PROCESS

The foundation of the Marine Corps acquisition systemis the
Concept Based Requi rement system (CBR) . A Kkey el enent of this
systemis the requirenments process. This process is supported by
the identification of defici enci es which are generated from
numer ous sources both within and outside the Corps.

The process is driven by the inputs and Interrelationship

between the Marine Air and G ound Task Force (MAGIF) WMaster Plan

(MW), the Mari ne Corps Long Range Plan (MCLRP) , t he CINC s
Preparedness Assessnents Reports (CSPARs) , Mssion Area

Anaysi s5 (MAA) st udi es, Fl eet Qperational Need St at enent s
(FONS), and | essons | earned. An exanple of these

interrelationships follows. The MW currently identifies concepts

4 Equi prent exanmples will be referred to as wi dgets. They
will be intelligence oriented because of the interest of the
aut hor .

5 An assessnent of the current or projected U S. mlitary
capability to perform assigned mssions. The primary objective is
to identify deficiencies and determ ne a nore effective neans of
perform ng assi gned tasks.

AFSC PUB 1, The Joint Staff O ficer’s Guide 1991

whi ch are desired for the Corps of the future. Many of t hese

concepts cane i nto being because of judgenents based on future
threat studies and on | essons | earned from experiences
hi ghl i ght ed by t he Fl eet Mari ne Forces (FVF) . As needs are

identified FMF FONS may be generated to make the tactical forces
nore conbat capabl e. As nore i nputs are generated an MAA nay be
required to identify shortcom ngs in the system This anal ysis

draws fromthe concepts of the MW and incorporates data searches



fromall sources of information which could assist the study. A

rich source of data is the | essons | ear ned i nputs cont ai ned
within the Mari ne Corps Lesson Learned System (MCLLS). After a

meti cul ous st udy is done t hr ough t he MAA  process, certain
deficiencies or weaknesses will be highlighted. These now becone

the key foundational elements of the Marine Corps requirenents

process.

I NTRODUCTI ON TO THE REMEDI AL ACTI ON PROGRAM

There are two nmaj or nethods used to work deficiencies through the
requirements process. First is the Renedial Action Program ( RAP)
Deficiencies enter into this process by first passing through the
Remedi al Action office, Lessens Lear ned Section, Studies and
Anal ysi s Branch, Warfighting Center (W) |, Mari ne Corps Conbat
Devel opnent Command (MCCDC) . This office manages the Renedia
Action Program (RAP). The RAP was explained in a recent article

of the Marine Corps Gazette, August 1991, witten by Major F. G

Hof fman, USMCR  The name of t he

MAGTF WARFIGHTING
CENTER

{ [ I ]

CONCEPTS MAGTF STUDIES DOCTRINE
AND PROPONENCY AND DEVELOPMENT
PLANS usmlg‘%lsms ANALYSIS BRANCH
BRANCH RE BRANCH
BRANCH l
REMEDIAL
ACTION
article is "Wy Rei nvent t he

Wheel ,” and it expl ains that the



RAP is a Corps-wi de correctiona

program that identifies items

representing deficiencies or shortfalls t hat can be resol ved.
Deficiencies are identified through the review of |essons |earned

or after-action reports. These reports are generated from FMF
commands, nobile training teans, and conferences. O her sources
are MAAs, assessnents, MOMP, MCLRP, and a catch-all category of
"other." While identifying deficiencies is a large portion of the
process, these sour ces al so identify needed war fi ghting
capabilities and opportunities to inprove warfighting
capabilities. The RAP is the process by which these problens are
identified and actions directed to track t he problem to a
conpl ete sol ution.6 As of March 1991 , there are 930 RAP itens

| ogged into the RAP conputer database.

THE REMEDI AL ACTI ON PROGRAM PROCESS

The deficiencies enter into the renedial action office where

they are reviewed by the staff. This office conducts the initial

screening of the deficiencies to highlight renedial action (RA)

6 Hof fran, Maj. F.G, “Wy Reinvent the \Weel ?”, Mrine
Corps CGazette August 1991.
items.7 Sone are noted and then filed as needing no further
comment or staff action. Qhers are noted as requiring fixes and
are coll ated by discipline for inclusion in the RAP comittee
process. The RAP  concept is not a new concept, but it was

inplemented for the first time in the summer of 1991



Core to the RAP are two committee: the RAP Wrking Goup and
the Steering G oup. The RAP  Working Group is a md-Ievel body
whi ch conduct s the initial review of RA itens potentially
requiring formal remedial action. The Steering Group is a senior
| evel decision making body, dealing with RA itens influencing the

entire Marine Corps.

The RAP Wor ki ng Group is the first conmmittee which starts
t he process. Before the RAP Wrking G oup neets, the nenbers are
staf fed advance copies of the potential remedial action itens
which will be di scussed during t he meet i ng. The RAP  staff
of ficer, before t he advanced staffing, wll make judgenents on

the anticipated Ofice of Primary Responsibility (OPR)8 and

7 REMEDI AL ACTION ITEM A Renedial Action (RA) itemis a
witten description of a deficiency or shortfall in

exi sting doctrine, organization, training and

educati on, or equipnent.

8 OFFI CE OF PRI MARY RESPONSIBILITY (OPR): The OPRis the
| ead agency assigned to an individual |esson |earned.

The OPR is responsible for categorizing the item as

Ei ther noted, procedural, or as requiring renedia

Action. Assigned to an itemrequiring remedial action
The OPR is responsible for generating a RAP report (per
App A. encl 2, MCO 5000.17) outlining the solution

ot her possible collaborators 9 He considers whet her the itens
fall into t he sub- headi ngs of training and education, doctrine,
structure or equi prrent.  The OPR i s responsi bl e for researching

the itemand providing initial comments back to the Wrking G oup

Conmittee on its validity. The OPR is anot her nane for
proponent. 10 |If, for exanpl e, the item dealt with intelligence
equi prent  (a wi dget) the action woul d go the Conmand, Contro

Communi cati ons, Coor di nat i on, Intelligence, and I ntegration



(C412) Section, Proponency and Requirenents Branch (P&R) , W

The intelligence w dget need i s scrutinized by this office and

anal yzed for validity. Key questions are asked: is a fix
required; is a fix already working or underway; or should a fix
be initiated. Wether a piece of equi pment needed, or not, the

OPR sends written comments back to the RAP Wirki ng G oup

During the Wrking Goup nmeeting each RA itemis discussed.
The expertise of the group allows many items to be screened out
because of related itens that are already working within the
system There are sone itens which are recogni zed as defici enci es

and selected for further staffing. Wthin this process the RA

9 COLLABORATOR: The purpose of assigning collaborating

agencies is to give the OPR the benefit of other

perspectives and thus inprove the final product. This

process produces itens with greater credibility, and a

greater chance of generating renedial action if needed,

and being of value to future operations.

10 PROPONENT: A proponent is defined as the officer with the
responsibility to performan advocate role in supporting a
particul ar piece of equipnent or a new organizational structure.
itenms are categorized. The four categories are validated Renedi al
Action itens, Procedural itens, Noted itens and Tabl ed itens.
Tabl ed items are t hose the group coul d not categorize. Noted
itemsll are deficiencies whi ch the group anal yzes as needi ng no
further action. A Procedural 12 determination on an i tem provi des
comment s back to the item s ori gi nator concerning t he al ready
proper established procedures and techni ques, and the references
to support them Validated RA itens are staffed back to the OPR
Wthin 60 days the OPR i s required to prepare a decision brief

concerning the RAitem and present it to the Steering Conmittee



for final approval.

The Steering Conmittee is t he final deci sion-nmaking body
concerning RAitens. The comrittee is presented each RAitem and
each is di scussed and voted upon. | f t he majority vote is
negative, the conmittees coments. are annotated on t he package
and the action is conplete. |If the majority vote is affirmative,

the RA item becones a Renedi al Action Project (RA Project) . RA

11 NOTED: The OPR will provide conments which amplify, or as
necessary, clarify the lesson. The Chairman of the

Worki ng Group includes those comments in the MCLLS

dat abase and returns to the submtter a letter

detailing the action taken by the group.

12 PROCEDURAL; The OPR will provide coments which describe
the proper procedures, techniques, and the references,

the Chairman, Wrking Goup briefs the Steering

Conmittee and solicits concurrence. The exception is

that if the procedure effects acquisition, or a change

in force structure, doctrine, or training, the issue

will be briefed as requiring renedial action. The

Wirking Goup will determ ne the appropriate category.

Projects are validated needs requiring further requirenents
processing. The OPR now has 60 days to produce a RAP report back
to the Steering Coomittee on the progress nade on the RA project.

At this point a Mssions Needs Statenent (MNS) 13 is drafted. The

MNS is necessary for any further requirenments action.

THE FLEET OPERATI ONAL NEEDS PROCESS

A second method of entering input into the requirenents
process is by Fleet Operational Need Statements (FONS). FM- units
submt FONS t hrough their chain of command to the W Center,

MCCDC. For exanple, if the FONS concerns an equipment item it



will come into P& Branch, WF and based on its function to the
C412 section. The FONS is now validated w thout going through the

RAP process. The wvalidation is based on the experience and
expertise of the intelligence desk officers assigned to the item

Again using an Intelligence exanple , a FONS for an intelligence
wi dget nmay cone directly to 412 and t he intelligence
representative will then decide how the deficiency may be sol ved.

During this process all problem solving alternatives are exam ned

fromthe choi ces of avai |l abl e doctrine, training and equi pnent
opti ons. An equi pnent solution is al ways the | east preferred,
because ot her solutions are usually quicker and | ess costly. The

intelligence officer working this issue has to exanmine the need

13 M SSI ON NEEDS STATEMENT (MNS): A MNS is a statenent about
the deficiency and what generally the proponent has in
mnd to solve the problem

carefully to see if thereis a hole in capabilities and if a
wi dget is definitely needed. | f an intelligence widget is
needed, then the office assunes the responsibility of being the

items proponent and now has approximately two nmont hs to put
together a draft MNS. For clarity, while the RAP process and FONS
process are different met hods of identifying deficiencies, once
they both reach the MNS stage the actions fromthat point on are

t he sane.

M SSI ON NEEDS STATEMENT PROCESS

Once the MNS rough draft is conpleted it is distributed to

the proper offices for coment. The internal staffing of the

rough draft nornally takes one nonth. The noted comments on the



draft are anal yzed and changes are nade to the draft.

The coordi nated draft MNS is now staffed external to the W

center and the Marine Corps. This normally takes two nonths and

when the draft returns, it has either been concurred with or has
appropriate editorial comments attached. The intelligence
proponent now collates all of the comments and nakes appropriate
rebuttal coments as necessary. These comments are forwarded

via the chain of command to the Assistant Conmmandant of the Marine

M!LESTON MILESTONE MILESTONE 2 MILESTONE 3

CONCEPT CONCEPT DEVELOPMENT PRODUCTION
STUDIE S EMONSTRATIO APPROVAL APPROVAL
APPRO\IAL APPROVAL
\\~_/ ‘\\_‘__A_‘,/
Cor ps (ACMC) for signature - This takes approxi mately one nonth -

| f the ACMC signs the MNS it is now a validated MNS. This allows

the proponent to proceed in the requirenment process and also to

begin staff action within the Program ojective Menorandum ( POV
process. The val i dat ed MNS  establishes t he condi tion wher e

Ml estone (MS) O in the DOD acquisition process has been net.

DEVELOPMENT OF OPTI ONS
The proponent is now challenged to formally explore t he
possibilities avail abl e to correct t he need. One met hod to
acconpl i sh this is to initiate a Cost and Oper ati ona
Ef fecti veness Anal ysis (COEA) . The CCEA i s process to identity
options avallable to solve the problemand to begin to highlight

the costs. The COEA  study includes all options to solve the



deficiency, such as Product |nprovenent Programs (PIP) , off-the-
shel f purchases, or the devel opnent of a new system
The CCEA' s detail can be rel at ed to the acqui sition category
(ACAT) the intelligence widget is expected to fall
A brief explanation of the different categories are as shown.
ACAT 1: 1Is a major System and it is costly and
expensive. As a note the Marine Corps does not usually
have nmany itens in this category. These systens are
normal ly 200 million or more in fiscal year 1980
constant dol |l ars.
ACAT 2, ACAT 3, and ACAT 4: Are systems which cost |ess
than ACAT 1. ACAT 4 equipnent itens involve the | owest
anount of nonetary outlays and are classified as
syst ens which don't interact with the threat. Most

intelligence systens end up in this category.

These categories are inportant because the staffing becones nore

extensive if the widget is expected to be in ACAT I, 2 or 3.
These wi dgets will [|eave the Marine Corps and be staffed through
the Navy Departrment and continue through the DOD. If the wi dget

is category 4 the Conmandi ng Oficer at Marine Corps Syst ens
Conmand (Mar Cor SysCom) , which was fornerly the Marine Corps
Research and Devel opnment Command, can wor k the issue. For this
exanple, the intelligence widget falls within ACAT 4.

The CCEA is a key docunent and its findings are referred to
often when attenpting to make the transition fromMIlestone 0 to
M | est one 1. Wth a validated MNS and a conpleted COEA, a

deci sion can now be nade on whether or not it is worthwhile or



cost effective it to continue the project. This decision is nade

in a Mari ne Cor ps Pol i cy Deci si on Meet i ng (MCPDM W th
representatives from Mar Cor SysCom W Requirenents and Prograns

(R&P) HQWC, and ot her, For exanple, the intelligence wdget is

approved and M5 1 begins.

THE PROCESS CONTI NUES

The requirenents process continues and the proponent is now
required to produce an Operational Requirenents Docunent (ORD)
which will replace the MNS. The ORD is like a termpaper, while
the MNS is the outline. The proponent also wites a Concept of
Empl oynment (COE) descri bing exactly how the intelligence w dget
is going to be used. Mar Cor SysCom writes, a Test Support Pl an
(TSP) and a Mterial Fielding Plan (M-P) to weigh the
consi derati ons of possible field tests, | ogi stics support and

mai nt enance associated with the w dget.

During the Ms 1 process Mar Cor SysCom will begin to spend
research and devel opnent (R&D) funds to expl ore possi bl e
solutions. If the R& for the intelligence wi dget shows prom se a

deci si on may be made to nmove the program into M5 2 where a

denonstrat or/ prot otype can be const ruct ed. Duri ng VB 2, t he
pr oponent continues to anal yze all available data to nmake Sure
the project is still worth the effort. Furt her COEAs or Life

Cycle Cost Estinmates are frequently initiated to aid in analysis.

THE POM AND PROPONENTS

Intermngled within this process is the POM Wile the



intelligence widget may be needed imMmediately it has to fit into
the deliberate POM process. |If it is just entering into the POM
process today, the widget nmay not receive funding wuntil Fiscal
Year 1996. After M5 O the proponent drives to have the w dget
entered into the POM First, it denonstrates that the need is

bei ng seriously considered. Second, for MarCor SysComto continue
pl aci ng R&D funds agai nst the widget, the wi dget nust be in the

POM

Once the M5 1 Decision is made Mar Cor SysComwi ||l begin
conducti ng R&D for the widget. They will also produce a POM
Initiative. This docunment advises how funds shoul d be allocated
to field the widget and the tinme it will actually take to acquire
the conplete capability. The POMInitiative is a further docunent

whi ch assists the proponent to get his item into the POM

The next step is for the proponent to argue for the |ineal
precedence of the intelligence w dget during the POM Eval uation
G oup (PEG. At this neeting all of the proponents pl ace all
equi pment needs into a linear order of priority. Each POMitemis
supported by docunentation and for the intelligence widget this
i ncl udes, its rel ati onship to intelligence operations and
Mari ne Corps concepts. Costs and Benefits to the Corps are al so
consi der ed inthis meeting. The final product of this nmeeting is
a Priority Listing Statement (PLS) for the Marine Corps. The PLS
is then staffed to t he FMF' s where t he FMF representatives
di scuss the PLS during an FMF PEG As a result of the FM- PEG
di scussions and debate, the PLS is adjusted and re-staffed to the

FM-. The PLS is then forwarded by MCCDC to HQMC. At Headquarters,



14 One way to do this is by relating the widget to the
intelligence cycle (direction, collection, processing,
production, and di ssem nation).
the Requirenments and Prograns Branch begins to staff the docunent
and there are further boar ds where the priority list is
reviewed. They are the Col and Deputy's POM Working G oup and then
t he Ceneral Oficers POM Wrking G oup. The Conmandant of t he

Mari ne Corps also screens the list and nakes the final decision

on the priority list.

Once the intelligence wdget is part of the POM it noves
into M5 3. A benefit of being POM ed and in M5 3 is t hat DOD
funds can be re-programred and can be expeditiously used. As an
exanpl e, i f there are DOD f unds avai |l abl e at the end of the
fiscal year, these funds can be spent imediately on itens in VB

3. At this stage this itemcan be procured.

CONCLUSI ON

By creating a  greater awareness and under st andi ng of the

Mari ne Corps requirenents process, Mari nes are provi ded anot her

neans to further inprove t he conbat capability of the Mari ne
Corps . The requirenents process require months of tedious staff
work, but the end result is a Marine Corps which will be better

able to confront the threats of the future. Wnston Churchill's
menorandum for the War Cabinet, dated 3 Septenber 1940 states an

opi ni on which still has validity today, "It is by devising new

weapons that we shall best cope.



Bl BLI OGRAPHY

Hof f man, Maj . F.G , "Wy Reinvent the VWheel? Mrine Corps
Gazette August 1991.

Kent, denn A ., "A Franework for Defense Pl anning," Rand
Report R-3721- AF/ OSD January 1989 (draft) pg 48.

Shi ne, Col Al exander P. |, "Theater Airlift 2010," Ar Power
Journal, Wnter 1988, pg 9.

Anderson, Maj. R , "Personal Interview " MAGIF WARFI GHTI NG
CENTER, MAA Section MCCDC, Quantico Va. , 10 March 92.

Curry, Mj D. H  "Personnel Interview " MAGTF WARFI GHTI NG
CENTER, RAP Section MCCDC, (Quantico, Va., 18 March 92.

Edwar ds, Lt Col WR , "Personal Interview, " MAGIF WARFI GHTI NG

CENTER, P&R, C412, MCCDC, Quantico, Va., 13 March 92.

Nagy, Lt.Col. P.,"Personnel Interview " MAGIF WARFI GHTI NG CENTER,
P&R, C412, MCCDC, Quantico, Va., 13 March 1992.

Msiewi cz, Mj. J., "Personal Interview, MAGIF WARFI GHTI NG
CENTER, Studies and Anal ysis Branch, 13 March 92.

Warner, Major Gary A. "Personal Interview " MAGTF WARFI GHTI NG
CENTER, P&R, MCCDC, Quantico, Va., 10 March 92

AFSC PUB |, The Joint Staff Oficers CGuide 1991, pg 5-17.

Mari ne Corps Lessons Learned System DOC911090. 007, DOC 81.

Marine Corps Mssion Area Analysis CGuide, Warfighting Center,
MCCDC, Quantico, VA 22134, February 1990.

Mari ne Corps Mssion Area Analysis MA-12, Intelligence, Final
Report, May 1991.

DI A REG 55-3 (NOTAL)
MCO 3900. 4D

MCO 3093. 1C ( NOTAL)
MCO P5000. 1C

MCO 5200. 23A

MCO P5231. 1B

MCO 6440. 1C  ( NOTAL)



MCO P7100. 8K
CPNAVI NST 3401.3 (NOTAL)
CPNAVTNST ~ 3811.1C

CPNAVI NST ~ 5000.42C  ( NOTAL)
OPNAVI NST ~ 5000.50A  ( NOTAL)
SECNAV | NS 5000. | C ( NOTAL)

SM 684-88  (NOTAL)



